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Quo Vadis, Customer Experience?  
 
Customer Experience is most certainly on every ones, and in particular, every 
marketing managers mind. Not a day goes by in which we are not faced with 
headlines and corporate news announcing a new customer experience strategy, a new 
head of customer experience, or a new award for customer experience excellence. 
Corporations worldwide seem to agree that customer experience is of crucial 
importance to the survival of their companies. However, one might wonder why, 
despite all this efforts most of the customer experiences we have every day are rather 
poor? What happen to all this corporate efforts in order to deliver “great” customer 
experiences? Why do so many corporations fail to understand what a “great” 
customer experience really is? Are they even listening to the needs of what we, the 
customers, want? 
 
My body of work, which is conducted with colleagues worldwide, is on the forefront 
of customer experience research, exploring not only this gap between what 
organizations want to do, and what they are actually doing, but also the reasons why 
this gap occurs and how to successfully overcome it.  
 
Let us have a look on what “secrets” this research revealed and how this insight will 
help corporations, not only to create successful customer experience strategies, but in 
the process create superior revenues and profits. 
 
 
The “Corporate View” On Customer Experience 
 
In our most recent study we asked the, according to their peers and corresponding 
awards, “leading” customer experience managers worldwide about the roots of the 
success of their customer experience strategies. In particular we were interested in:  
 
• Their definition of customer experience; exploring how they defined customer 
experience, who defined it, and how this definition originates or relates to the 
goals of the organization? 
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• Their governance of the customer experience; investigating if there are clear 
actions defined against the concept of customer experience management, if 
and how the progress is measured or monitored, and who is responsible for the 
coordination and control of the customer experience management? 
• Their management of the customer experience; examining if there is a model 
or concept of the “ideal” experience, and if yes, how the business processes 
are designed and integrated in the delivery of this “ideal” experience? 
Furthermore we wanted to know if the organizations train and empower their 
“customer-facing” personnel to deliver these experiences and what outcomes 
they expect from these management? 
• The development of their customer experience strategies and policies; who or 
what triggered the customer experience strategy? How where the objectives 
formulated, explicitly or implicitly, and is there a business plan for the 
customer experience? Is there even an approach to define, develop, and 
measure the impact of the customer-experience based on facts? 
•  Their point-of-view on the major challenges for the success and successful 
implementation of the customer experience strategy and customer experience 
management. 
 
In a subsequent step we compared their answers with the responses from other 
customer experience managers from industry sectors, ranging from utilities, retail, 
luxury goods, consultancy, petroleum, to financial services.  
 
The analysis of these interviews told us not only an interesting story about how 
customer experience strategy and customer experience management evolved in the 
last ten years, but also the differences in a successful, and by successful we mean 
financially rewarding for the organization, and non-successful customer experience 
strategy. 
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The Story Unfolds 
 
How did it all started? Who came up with the idea of developing a customer 
experience strategy and why did the organizations felt there is a need for such a 
strategy? The multitude of answers were surprising to us, and the triggers of why an 
organization decided to develop a customer strategy are as multi-faceted as the 
phenomenon of customer experience itself. It could have been an article a manager 
read, a book referred by a friend, a chat at the airport, a seminar, or simply a bad or 
exceptional good customer experience that started it all. One thing these initiators 
have in common, though, is that they happened to a top-executive of an organization. 
A classical top-down approach, so to say, “I believe this is important, therefore we 
will do it”. Not a single time a customer experience strategy or the need for a strategy 
was connected or developed through a “bottom-up” approach. So, customer 
experience is clearly a “members of the board” issue. Interestingly enough, keeping in 
mind that a story has two sides, none of our respondents mentioned their customer, or 
their customer needs as a reason to develop a customer experience strategy. 
Moreover, all of the executives mentioned that customer experience management is 
an investment, while none of them, as of now, seems to realize the potential of a 
successful customer experience strategy in eliminating unnecessary, i.e. non-customer 
experience enhancing costs. 
 
 Nevertheless, to find out what happened next and how it influenced the financial 
performance of the organization became an entirely different issue. Questions 
addressing the customer experience governance and management revealed that these 
efforts are often driven by incremental quality improvements and there seem to be no 
“true policies” of customer experience in place. The more successful strategies, 
however, are often connected to the use of measurements, while admittedly, 
struggling with a clear definition of customer experience, too. Another key aspect 
seems to be the involvement of customer-facing personnel in the delivery of a 
desirable customer experience. Only a few, successful, strategies allow the employee 
not only to be empowered, but also creating a reward structure that reflects the aims 
of the strategy.  
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Asked about the challenges of customer experience strategy and management, 
executives provided us with detailed answers on which we were able to develop a 
timeline, almost a history of customer experience strategy challenges throughout the 
years (see Figure	  1). At the beginning the prime challenge was to actually define what 
a customer experience strategy is, and why it is important to the organization. Once 
this hurdle seemed to be overcome, the next thing managers faced was to demonstrate 
the impact of the strategy for the organization, that is, delivering proof for the initial 
claim of why customer experience management is crucial for the organization. 
Somehow the management appeared to deliver evidence for this claim, just to be 
contested again by the lack of funds for customer experience management. But, in the 
end they prevailed, now facing a “new” task, to define and develop a clear coherent 
customer experience strategy. Listening to these statements we couldn’t help but to 
detect that the current major task, defining and developing a coherent customer 
experience strategy, is based, and strongly interrelated to the initial challenge of 
customer experience strategies: defining what a customer experience strategy actually 
is. It appears that the challenges facing customer experience management have come 
“full circle” (see Figure	  1). 
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It appears that the struggle of organization in developing a clear and successful 
customer experience strategy is based on the lack of a clear definition of what the 
customer experience actually is. Consequently, it comes to no big surprise that the 
answers to our enquiry about the link between the customer experience strategy and 
the financial performance of the organization were not as “straightforward” as we 
were hoping for. We were wondering if we could clearly establish evidence for the 
profitability of customer experience strategies, and discuss our findings in the 
following paragraph. 
 
 
The Business Case for Customer Experience   
 
Is there a business case for defining and implementing a customer experience 
strategy? And, if yes, how strong is that case, meaning what kind of customer 
experience is really successful in terms of sales and revenue generation? One could 
speculate, based on the importance given to the customer experience, there might be 
Figure	  1	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clear, solid evidence that managing the customer experience will lead to competitive 
advantages and superior financial performance. Regrettably though, even the 
financially more successful organizations couldn’t make a clear link between their 
strategy and their success. The most used phrase was “we believe that there is a 
connection between our strategy and our financial success”. And even companies 
using measurements to monitor the impact of customer experience talking about the 
indirect nature of the impact, referring to “plausible causes”, such as “delivering 
better customer experiences will lead to better results (for the organization). While 
this intuitively sounds right, our research goes further.  
 
In an ongoing study we compare the financial results of customer experience (CE) 
strategies of leading organizations with the data collected in prior studies based on the 
major themes developed earlier, i.e. definition, governance, management of CE, 
development and challenges of CR strategies. 
 
The only statistical relevant relationship our research could establish is between the 
financial success of a CE strategy, and the clear definition and use of corresponding 
measurements of customer experience (see Figure	  2). Seems like the old management 
saying “only what get measures, gets managed”, might be true in the case of CE 
strategies. But, the question remains, if the key to the success is a clear definition and 
a measurement for customer experience quality, how do we define and measure it? 
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The Power of Measuring and Managing the Customer Experience 
 
  
Existing research and organizations argue that the customer experience is what 
organizations should be concerned with providing, suggesting that the quality of 
customers’ experiences should be a company’s first concern.  Other reasons for 
delivering a great experience include that it affects customer satisfaction; it delivers 
customer loyalty, influences expectations, instills confidence and creates emotional 
bonds with customers. 
 
However, despite their exhortations and the limited amount of research in this area, 
good customer experiences are not prevalent.  A recent survey by Bain & Co. of 362 
Figure	  2	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companies, across several industries and their customers, found that 80 per cent of the 
senior executives interviewed said they provided a superior customer experience, but 
just eight per cent of their customers agreed. 	  
The development of customer experience into something usable to managers has been 
slow. The origins of scholarly work in the field are generally acknowledged to start in 
the early 1980s and managerial interest has only reached “critical mass” over the past 
five years.  
 
Experts have yet to coalesce around a common definition of customer experience. If 
traditional definitions of service quality are criticized for being too narrow, scholars 
have searched the literature so widely so as to generate a concept that may be too 
wide for managers to understand yet alone make operational. If customer experience 
becomes “everything” it becomes nothing. We need to define the scope so that it is 
comprehensible and actionable. 
 
Yet there are no existing empirically derived measures of customer experience. 
Without empirically derived measures of customer experience the organization will 
neither be able to define nor manage the customer experience triggering the desired 
consumer behavior, such as purchasing, loyalty and recommendations. Moreover, it is 
essential to identify both the key components of customer experience AND the 
relative importance in explaining these important marketing outcomes. It is through 
the use of a measure for customer experience quality that managers can make 
intelligent choices between alternative investments. 
 
The lack of an agreed measure of customer experience hinders necessary research and 
development that can transform and intuitively appealing concept into a robust body 
of practice and theory. Do the pillars of customer experience, and their importance 
relative to each other, vary across industries and countries? Do customer evaluations 
of their overall experience with a supplier change over time? Does customer 
experience explain important customer outcomes, such as loyalty and 
recommendation, better than measures marketers currently use? Are the customer 
experience strategies of companies aligned with what their customers are looking for? 
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Our empirical research into the nature of customer experience developed and 
validated a measurement of customer experience and its influence on customer 
behavior, companies’ marketing strategies and their financial performance. In two 
major projects we identified the pillars of customer experience, the attributes that 
define them and the ability of the measure EXQ to explain the four most important 
marketing outcomes: customer satisfaction, loyalty, share-of-wallet and positive 
recommendations.  
 
The findings imply that customer experience managers should be concerned with 
improving the quality of the experiences they provide across the four dimensions, the 
four pillars of customer experience quality:  product experience; outcome focus; 
moments-of-truth; and peace-of-mind (POMP). These pillars are key determinants of 
customer satisfaction, repeat purchasing behavior, loyalty, share-of-wallet and 
positive recommendations. Peace-of-mind and outcome focus are the most critical 
facets of customer experience quality. Of the four EXQ pillars, peace-of-mind has the 
strongest influence on loyalty and word-of-mouth. This emphasizes the need for 
service companies to pay extra attention to customer experience pillars peace-of-mind 
and outcome focus. This highlights the importance of every customer experience 
prior, during, and after the purchase (see Figure	  3). 
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EXQ provides a measure to help managers benchmark and track performance over 
time. More importantly, it illustrates a detailed structure whereby managers can 
determine which attributes of customer experience are most strongly associated with 
the marketing outcomes organizations are trying to achieve better than existing 
measurements of service quality and customer satisfaction (see Figure	  4).  
 
 
 
 
 
 
 
 
Figure	  3	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Figure	  4	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Our EXQ scale develops clear objectives in all areas, i.e. customer, staff and 
organization and processes how to use them to assess the benefits of improving the 
customer experience. In particular you will be able to identify the triggers of the 
desired behavior, such as purchasing, loyalty and recommendations and engineer 
customer experiences resulting in stimulating this behavior, leading to increasing 
revenues and building a sustainable competitive advantage (see Figure	  4 and Figure	  5). 
 
 
	  
	  
Figure	  5 
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Quo Vadis, Customer Experience? 
 
Will the story of customer experience have a happy ending, or will it disappear, like 
so many other frameworks, strategies and tools before? 
 
We indentified the lack of a definition and corresponding measurement as the major 
obstacle in establishing a successful customer experience strategy. One major 
challenge organizations faced today is how to systematically engineer their customer 
experiences to make them not only better for the customer but also better for the 
organization’s staff and better for its ‘bottom line’ i.e. cheaper and more efficient. Our 
research responds to this challenge by delivering a strategy based on the measurement 
for customer experience quality (EXQ) capable of improving organization’s customer 
experiences. While this question appears to have been answered at an operational 
level by a set of tools and techniques, it does not appear to have been answered at a 
more strategic level, i.e. what are the main steps for implementing improvement and 
is there a generic road map for improvement. 
	  
Organizations and researchers have made the point that the customer experience may 
provide a new means of competition.  They also stressed that this is not only an issue 
for organizations in the entertainment business, where the notion of experience may 
fit more comfortably with the nature of the business, but for all organizations, 
business-to-consumer and business-to-business, which are trying to engage their 
customers in a memorable way. 
 
The first part of this book discusses the influence of the “digital area” on businesses 
and consumers alike. Without any doubt, technology has changed, and it has an 
influence on how we conduct business. Online shopping, or e-commerce, is	  
restructuring the retail sector, and this transformation has had a bigger impact on 
certain markets. Any business can adopt the Internet as a channel to reach customers. 
The founder and CEO of Amazon, Jeff Bezos, one of the Internet’s leading online 
retailers, suggests that the key to achieving a competitive advantage on the Internet is 
the creation of compelling online experiences for web users. If companies build great 
experiences, customers are very likely to tell others about that experience. This, in 
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turn, generates strong word of mouth online – one of the most important drivers of 
traffic and thus customers to commercial websites. A recent study of ours suggests 
that providing superior online customer experiences will reduce customer complaints, 
enhance customer loyalty and as more fundamental aspect, increase company 
profitability. After all, Experiences are important to consumers. In fact, consumers 
always have an experience – indifferent, good or bad – whenever there is an 
interaction with a business, online or offline. Therefore, we argue that new 
technologies, while carrying the aura of the unknown can be utilized to increase the 
customer experience. But how?	   
 
Our research points out that there is not only an opportunity to create a successful 
customer experience strategy, but how to define and monitor it by using a 
measurement of customer experience quality (EXQ). We already have evidence that 
defining and measuring the customer experience from the customers point-of-view 
will lead to superior financial performance of the organizations ready and willing to 
use this opportunity. Because only with a measurement, the corresponding clear 
definition of the customer experience strategy, organizations can monitor the impact 
of their efforts. And only with this controlling function the financial success of their 
organization based on the customer experience strategy will be inevitable (see Figure	  6). 
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We can safely conclude, as demonstrated in many other examples in this book, that 
customer experience strategy and customer experience management is here to stay. 
Organizations cannot longer ignore the importance of CE strategies for their business, 
but need to face the challenges that come with it, to be more precise, clearly define 
the customer experience from the customers’ point of view, and measure it 
accordingly with metrics like Customer Experience Quality EXQ. 
 
With challenges come opportunities. Therefore, the question “quo vadis, customer 
experience?” can only be answered by “straight to the boardroom”, because it cannot 
be ignored. 
 
 
Figure	  6	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